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Abstract 
Much attention in the literature of the subject is devoted to the analysis of barriers to the strategy implementation and the tools used 
for this purpose. Many authors emphasise the usability of the strategy map and indicate its functions in the strategy formulation and 
implementation processes. However, there are no publications on the interrelations between the strategy map and other aspects, 
such as the management system, employee involvement or changes in the organisational structure. The purpose of this paper is to 
examine correlations between these elements. The studies were carried out on a group of 200 Polish companies listed in prestigious 
rankings. In order to test the hypotheses proposed, the Kendall tau-b correlation analysis was used. It showed the existence of 
positive relationships between the use of the strategy map and activities associated with employee participation, as well as between 
the strategy map and other implementation tools (such as BSC, implementation programs or a system for monitoring the company's 
environment). Such dependences were also obtained for the relationships between the strategy map and the introduction of changes 
in the organisational structure and in the management system (including informal communication, a motivation system or regularity 
in measuring the progress in implementation). 
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1. Introduction 
One of the most common tools for implementing the strategy is the Balanced Scorecard which consists of a 
comprehensive set of measures, perspectives and objectives aimed at implementing the chosen development concept. 
However, the complexity of the interdependencies results in communication difficulties and may complicate the 
underlying logic of the created strategy (Lipe, Salterio, 2000; Ittner, Larcker, 2003; Dill, Steingbart, 2005). Therefore, 
in order to overcome the cognitive difficulties associated with BSC, it is recommended to use the strategy map as a 
tool with a lower degree of complexity (Vera-Muñoz et al., 2007). It is not necessary to combine these two tools 
simultaneously; the strategy map can be used as an independent model assisting the implementation of the strategy. As 
indicated by the research results, complementing the strategy communication with just this visual element helps to 
achieve better effects and demonstrates the usability for individuals other than those who formulate the strategy 
(Banker et al., 2011). The strategy map is therefore a universal method used both at the stage of strategy formulation 
and at the stage of strategy implementation. However, the literature of the subject does not include studies showing the 
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intercorrelations between the use of the strategy map and other elements of the implementation process. This study 
therefore aims at filling this gap by analysing the relationships between the strategy map and the activities in the area 
of employee involvement, the use of other implementation tools, and changes in the organisational structure or in the 
management system. 
2. Literature Review And Hypotheses 
The strategy map was developed as an original element of BSC designing, but it is also an important factor 
supporting the strategy implementation. That's because it is the first stage that precedes the determination of the 
strategy implementation measures and indicators. It involves depiction of relationships between strategy components. 
They include primarily the financial, customer, internal process and learning and growth perspectives (Bower, 2004). 
The first step is to describe the strategy, then to determine the measures of its implementation and manage their 
optimisation in an adequate manner (Kaplan, Norton, 2004). The strategy map is therefore used as a control tool to 
prevent creation of an incomplete development concept (Kaplan, Norton, 2004). As indicated by Free and Qu (2011), 
the creation of a graphical presentation accelerates the adaptation and implementation of BSC, mainly due to the 
flexibility, operationalisation of the strategic management process, and indication of certain decision-making powers. 
Capelo and Ferreira (2009) also emphasise that simultaneous introduction of the concept of the strategy map supports 
the correct use of BSC. It is worth emphasising that the research results confirm the usability of the strategy map, 
regardless of the simultaneous use of BSC (Eccles, 1991, Copeland et al. 1996, Young, O'Byrne, 2001). However their 
combined use was also confirmed (Urrutia, Eriksen, 2005; Veth, 2006; Mair 2002). As demonstrated by Wilkes 
(2005), the companies that used these two tools achieved significantly better results than others. In turn, Lucianetti 
(2010) indicated better usability of BSC in companies that use the strategy map. This is associated probably with the 
difficulties in terms of defining the causality when designing BSC (Nprreklit, 2000; Davis, Albright, 2004; Malina et 
al., 2007). 
The strategy map is also a component of the meta-SWOT strategic planning tool. It is based on resources and 
capabilities and factors of business environment, which combine into the final effect of the analysis just in the form of 
a slightly modified strategy map (Agarwal, Grassl, Pahl, 2012).  
As it appears from the research, the strategy map has a positive effect on improving the competitive position and 
performs the role of a specific benchmark for the process of planning the strategy implementation by managers, 
offering also the usability in the form of aligning the manager's perceptions (González et al., 2012). Additionally, it 
improves a very important managerial skill, i.e., the ability to filter the available information and reject the information 
that is not significant from the strategic point of view. Thus, it reduces the information load (Cheng, Humphreys, 
2012). As it is known, an incorrect assessment of strategic signals may lead to weakening the company's competitive 
position or reducing its value for stakeholders (Day, Schoemaker, 2005). Therefore, the strategy map may also include 
external factors used for diagnosing and supporting the competitive position. The proposed concepts of strategy map 
creation enable visual communication of complex interactions between variables associated with the competition 
strategy while taking the expected results into account. This tool can perform a supportive function for the formulation 
of the strategy itself, and not only for its implementation. (Day, DeSarbo, Oliva, 1987).  
Attention is also drawn to an additional use of the strategy map as a tool for self-control and better understanding of 
the role of the management board in achieving the objectives through a more adequate segregation of duties and the 
transfer of decision-making powers to various levels of the organisational structure (Sankaran, Iyer, 2011).  
As mentioned by Barad and Dror (2008), the process of creating the strategy map should begin from the root causes 
(infrastructure) and only then include business goals. They also indicate that the usability of the strategy map is 
limited by time, so the map should be periodically updated and modified.  
It is worth noting that there is no uniform structure of the strategy map. What's more, various diagrams showing 
different relational priorities can be created for the same set of objectives and measures (Platts, Tan, 2004). Carmona 
et al. (2011) identifies two basic types of diagrams classified as "Silo" (stressing the functional relationships) and 
"Pyramid" (composed of indivisible layers, otherwise known as matrix integration diagram). As indicated by the 
research, a map in the form of a pyramid seems to be more effective in the implementation of projects focused on 
short-term financial results. Thus it depends not only on the specific character of a given organisation or the industry 
in which it operates, but also on the type of the development concept being implemented. Armitage and Scholey 
(2003) also draw attention to this aspect. They indicate the usability of the strategy map in organisations of different 
sizes and from various industries, as well as the possibility of adapting this concept in different corporate contexts.  
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Quezada et al. (2009) propose to include the stage of creating the strategy map in the strategic management process 
in order to make it the final stage of the strategic analysis which precedes the implementation of the strategy itself. It 
aims to illustrate the cause and effect relationship between the strategic and operational objectives, and then it is used 
to define the efficiency indicators for each of them. This is even more important because, as indicated by Malmi 
(2001), there is a lack of analyses concerning the relationships between the strategy and its measures. Such an analysis 
can be performed using the DEMATEL method that integrates expert knowledge in order to identify precisely these 
relationships which subsequently provide the basis for building the strategy map (Wu, Lee, 2007; Jassbi et al., 2011). 
Tseng (2010) proposes a set of efficiency indicators divided into the "cause group" and the "effect group", identified 
on the basis of four BSC perspectives. However, they should take into account the specific character of a given 
organisation. As shown in the studies that Wu (2012) conducted for example for the banking sector, the definition of 
the strategy map and strategic objectives had the highest effectiveness when it included elements associated with 
customer satisfaction. Therefore, regardless of the method used, it is crucial to adjust it to the nature of the competitive 
advantage held, as well as to the core competencies and resources available. 
An unquestionable advantage of the described tool, apart from its concise nature, is the ability to transpose 
intangible assets into tangible outcomes (Banker et al., 2004).  
The strategy map, similarly to BSC, is burdened with the "common measures" bias. This means that depending on 
the type of strategy or the specificity of the company, there is a difference between commonly used measures and 
unique measures. Organisations that use the same strategies for all their business units will be inclined to introduce a 
uniform set of measures. In turn, more diversified companies will have several separate maps and sets of indicators 
(Kaplan, 2012). Criticism of this tool also applies to the fact that the time delay is not taken into account (Malina et al.,  
2007, Kunc, 2008). Lev (2001) emphasises also the aspect of the complexity of resources and difficulties in their 
estimation. As shown by Rompho (2012), there is no clear relationship between the use of the strategy map and the 
decision-making process along with its improvements. This results from the lack of mutual correlations between 
individual measures and map elements which allows managers to make arbitrary interpretations and use their own 
mental models. What's more, the mere definition of measures and objectives will not cause their achievement. That's 
because it is necessary to introduce programs and strategic initiatives dedicated to this purpose. (Kaplan, Norton, 
2004). This means that the strategy map must be treated as an integral part of the strategic management process. 
The inability to create the map and use it correctly results from the lack of skills to implement the strategy and 
insufficient awareness of the usability of this tool. It is the initial stage of this process, which is used for defining the 
vision, mission and components of the strategy, and most importantly – their mutual interactions. It can be concluded 
that the strategic plan defines the route for an organisation to follow, while the map is a way to operationalise the 
strategy (Sheehan, 2012). Thus, the map is a more precise formulation of the general development concept (Kaplan et 
al., 2010). It also performs the function of a tool for comparing the effects and initial assumptions due to the fact that it 
illustrates the cause and effect relationships. This is referred to as the "strategic learning loop" (Kaplan, Norton, 2001). 
Kaplan and Norton (2000) indicated also the communication function performed by the strategy map as a simple and 
communicative carrier of information for employees regarding the strategy implementation. The strategy map creation 
process introduces the clarity and transparency to the strategy formulation procedure (Scholey, 2005). The early 
warning system built in this way provides an additional functionality that shows the degree of achievement of goals or 
indicates emerging problems (Markiewicz, 2013). At the same time, attention is drawn to an appropriate structure of 
the strategy map in the form of a single-page graphic presentation showing the elements that should be implemented in 
order to ensure the efficiency of the strategy implementation process (Niven, 2005). Thus, in order to create the 
strategy map, it is required to carry out an analysis of the manner of functioning of the organisation and the role 
performed by the strategy in its development (Serdar, Mehmet, 2007). 
Four areas were designated for the needs of the analysis: 
• The area of the activities associated with employee involvement. 
• Tools. 
• Changes in the organisational structure. 
• Management system. 
  
H1: The use of the strategy map has a positive impact on taking measures aimed at employee involvement. 
H2: The use of the strategy map has a positive impact on an increase in the use of other implementation tools. 
H3: The use of the strategy map has an impact on the introduction of the changes to the organisational structure 
that aims at improving the strategy implementation process. 
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H4: There is a positive relationship between the use of the strategy map and the introduction of changes in the 
management system, which include the use of informal communication, changes in the incentive system, and regular 
monitoring of the implementation work.. 
3. Methodology 
3.1. Sample and Data Collection 
The group of respondents included managers of 200 companies that have been operating for at least 5 years and are 
listed among the 500 largest Polish companies in the ranking of the "Polityka" weekly magazine (101 entities) and in 
the "Forbes Diamonds 2013" ranking (99 companies). The first ranking takes account of the revenues on sales, the 
total revenues of the companies, the gross and net profit, as well as the employment level. On the other hand, the 
"Diamonds" list included the companies with the fastest increase in their value. The group of respondents included 68 
small businesses (up to 49 employees), 63 medium-sized companies (50-249 employees) and 69 large enterprises 
(employing over 250 people). The results described below are a part of broader surveys on the implementation of the 
strategy in enterprises.  In order to ensure the highest possible representativeness, the sample was selected using the 
stratified random sampling method and the data were collected in an open (overt) and standardized way.  
 
3.2. Research tools 
The study was conducted using the PAPI (Paper and Pencil Interview) technique – the quantitative survey was carried 
out with the use of a method based on collecting the data in an open (overt) and standardized way. The questions in the 
questionnaire were of nominal nature (the respondents declared the existence of specific obstacles) and of ordinal 
variable nature (the respondents indicated the strength of their impact in a 5-point scale). In order to test the 
hypotheses, Kendall's tau-b correlation coefficient was calculated. 
3.3. Analyses and Results 
The following table presents detailed results of the research. 
 
Table 1 Research results. 
 
Hypothesis Detailed question Correlation p n 
H1 Using work of 
multifunctional teams 
Transferring the 
responsibility for 
executive actions to 
leaders at various levels 
of the organisational 
structure 
Actions taken by the 
management to reduce 
the employee resistance 
to changes associated 
with the strategy 
implemented 
Inclusion of a wide 
group of employees into 
the strategy 
development stage 
0.318 
 
 
0.516 
 
 
 
0.643 
 
 
 
0.418 
0.002 
 
 
0.000 
 
 
 
0.000 
 
 
 
0.001 
78 
 
 
68 
 
 
 
63 
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H2 Using a Balanced 
Scorecard 
Using budgeting and 
task scheduling  
Using implementation 
programs 
Assigning 
implementation 
measures and indicators 
to strategic objectives 
Using a system for 
monitoring the 
company's environment 
0.461 
 
0.675 
 
0.620 
 
0.489 
 
 
0.469 
0.000 
 
0.000 
 
0.000 
 
0.000 
 
 
0.000 
57 
 
70 
 
68 
 
62 
 
 
66 
H3 Changes in the 
organizational structure 
aimed at streamlining 
the strategy 
implementation process 
 
0.475 
 
0.000 
 
64 
H4 Using informal 
communication 
Introducing an incentive 
system that makes the 
employee remuneration 
level dependent on the 
degree of achievement 
of strategic objectives 
Regular monitoring of 
the progress in 
implementation work 
0.298 
 
 
0.305 
 
 
 
0.629 
0.011 
 
 
0.007 
 
 
 
0.000 
61 
 
 
69 
 
 
 
70 
Source. Own research. 
 
As an introduction to the analysis of the results, it is worth mentioning that the surveyed companies, due to the 
position held by them in prestigious rankings and thus their performance, can be considered as representatives of the 
group of entities that are successful in implementation activities. As shown by the research results, the level of the 
strategy implementation is on average 74%, which can be considered as good, especially in the context of many 
studies discussing the implementation difficulties faced by companies (Beer, Nohria, 2000; Raps, 2004; Carlopio 2003 
). 80 entities participating in the survey indicated that they used the strategy map, but the number of companies taking 
actions within the areas specified is different. 
The analysis of the questions used for testing hypothesis 1 showed that all the results obtained are statistically 
significant and that the level of correlation varies and takes the average value. The best result was obtained in the case 
of the declaration to take actions aimed at the elimination of employee resistance, which may confirm the 
considerations included in the literature of the subject that concern the communication function performed by the 
strategy map if used correctly. Thus, it is a basic tool used to increase the frequency and regularity of actions aimed at 
augmenting the employee involvement and thus supporting the strategy implemented. A slightly lower, but still an 
average level of correlation, (0.516) was found in the case of the relationship between the strategy map and increase in  
decision-making powers and the executive responsibility at various levels of the organisational structure. Thereby, this 
confirms the thesis that the strategy map enables better transparency and clarity of competence relationships. The 
analysis of the answers given to the next question leads to similar conclusions. The average level of the correlation 
was obtained in the case of an increase in the employee involvement at the stage of formulating the strategy, which 
confirms the duality of the use of the strategy map as a tool useful both in the strategy development and 
implementation. There are many studies indicating the effects of employee participation in the process of strategic 
management, i.e., increased involvement and elimination of employee resistance (Tegarden et al. 2005). The lowest 
level of correlation (0.318) was obtained in relation to the use of multifunctional teams. However, it can be confirmed 
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that there is a weak positive relationship indicating that the strategy map increases the integrity of links between 
departments and simultaneously offers a greater diversity of measures serving the strategy implementation. The results 
indicate that the hypothesis was tested positively. 
In order to test the hypothesis 2, the correlations between the strategy map and other tools aiding in its 
implementation were examined. The highest level of correlation was obtained for the use of scheduling and budgeting, 
which seems to be an obvious relationship. The strategy map shows interrelationships between resources and ongoing 
activities, which translates into the budget structure and the detailed plan for implementing the strategy. In this case, 
the group of entities that declare the use of the tools described here (70 companies) is also numerous. Similar results 
(correlation at the level of 0.62) were obtained for the realisation of specially designed implementation programs, 
which may also indicate the functionality of the strategy map and its application capabilities. Therefore, defined 
relationships provide a basis for building more advanced projects that, after being supplemented with strategic 
objectives and the measures of their achievement, form the implementation program. An implementation action 
consisting in assignment of implementation measures and indicators to strategic objectives results in a correlation at 
the level of 0.489, which can be considered as an average positive relationship. It can therefore be concluded that the 
use of the strategy map increases in this way the formalisation of the process of implementing the development 
concept. Also interesting are the results indicating the existence of an average positive correlation between the use of 
the strategy map and the use of a system for monitoring the company's environment (correlation at the level of 0.469). 
Thus the relationships described in the literature of the subject which indicated that the strategy map should be built 
taking account of external factors used to diagnose and support the competitive position were confirmed. Systems for 
monitoring changes occurring in the company's environment are designed to provide a tool for warning against 
adverse trends. The lowest level of correlation (0.461) was obtained when using BSC, which indicates an average 
positive relationship. Thus, this confirms the results obtained by other authors indicating positive relationships 
between the tools described here. However, the percentage of entities that use both BSC and the strategy map at the 
same time is relatively low (57 companies, i.e. 28.5%). The correlation results obtained have different values, but 
indicate that the use of the strategy map has a positive effect on an increase in the use of other implementation tools, 
which allows accepting this research hypothesis. 
Hypothesis 3 was tested using one question and the analysis of the results indicated an average positive 
relationship. This allows for confirming that the use of the strategy map has an impact on the introduction of changes 
to the organisational structure which aims at improving the strategy implementation process. These changes often 
result from the conflicts of relationships observed between individual elements of the strategy map as well as from 
related decision-making problems (including the absence of designated decision-makers or conflicts occurring 
between decision-makers). In this case, the strategy map performs an informative function: it points to the need of 
making modifications in the existing organisational structure and thus improving it. 
The last of the hypotheses concerning the use of the strategy map and the introduction of changes in the 
management system required an analysis of three aspects. The first one covered informal communication. The result 
obtained (0.298) indicates the existence of a positive relationship, which may seem surprising. That's because the 
strategy map is in fact a tool used for formalised communication and graphical presentation to show the elements of 
strategy implementation. However, the studies also point out to the aspect of informal communication which must be 
taken into account by the managing staff, since its use brings additional effects that strengthen the basic 
communication function of the strategy map. A very similar level of correlation was obtained in the case of the 
introduction of an incentive system that makes the level of employee remuneration dependent on the degree of 
implementation of strategic objectives. Therefore, this also indicates the usability of the map in the aspect of the 
incentive system. A proper structure of such a system can bring two benefits: greater acceptance for the strategy being 
implemented and greater transparency of the implementation rules. A high level of positive correlation was also 
obtained for the regularity of the implementation work measurements, which suggests that the use of the strategy map 
provides a basis for formalising and designing a measurement system. This means that it performs the function of an 
early warning system that may indicate the degree of fulfilment of the objectives, signal emerging problems and 
demonstrate the usefulness of the SWOT analysis (or the meta-SWOT analysis described earlier in this paper). Thus, 
hypothesis 4 was tested positively. 
4. Conclusion 
The relationships described in this paper indicate that the strategy map performs many functions and seems to be a 
very useful implementation tool. Its relationship with BSC and other strategy implementation tools was proven. 
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Attention was also drawn to the changes that may be introduced in the management system. Their aim is to support the 
process of implementing the development concepts. In particular, this applies to the informal communication and the 
incentive system. This results from the fact that these aspects help eliminate many barriers to the implementation. The 
issue of employee involvement is also important. It was demonstrated that the strategic map performs an important 
function in this respect as a tool that facilitates taking actions aimed at increasing the extent of employee participation. 
Further research should focus on the aspect of the company's size, as it seems that the use of tools, including the 
strategy map or BSC, is rather the domain of large enterprises. Therefore, it would be worth examining the 
correlations in companies of various sizes that operate in different industries. 
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